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-Lieutenant General Robert L. Caslen, Jr.
The U.S. military in concert with its partners and allies faces the challenge of sustaining stability and peace in a world complicated by political uncertainty and economic interdependence. To meet these challenges, senior military leaders must understand and build internal and external trust. The Ken Blanchard Company, one of the world's leading training and development experts, says it this way, "trust is a primary factor in how people work together, listen to one another, and build effective relationships." 2 Trust is a critical link to all good relationships. It is through trust that influence is gained -senior military leaders kindle the ability to affect change and achieve strategic goals.
When General Ronald R. Fogleman became the U.S. Air Force's 15th Chief of Staff in 1994, he looked very carefully at the laws specifying his duties to get a clearer understanding of those duties to include providing military advice to civilian leaders. 3 On 28 July 1997, a year before the end of his four-year term, Fogleman asked Secretary of the Air Force Dr. Sheila Widnall to be relieved of his duties as Chief of Staff of the Air Force (CSAF). 4 He requested early retirement because he believed he had lost the ability to advise and influence civilian leaders. He thought that this loss of influence prevented him from being an effective advocate for the Air Force. In a brief public statement written and issued the same day of his request, he stated, My values and sense of loyalty to our soldiers, sailors, Marines and especially our Airmen led me to the conclusion that I may be out of step with the times and some of the thinking of the establishment. This puts me in an awkward position. If I were to continue to serve as Chief of Staff of the Air Force and speak out, I could be seen as a divisive force and not a team player. I do not want the Air Force to suffer for my judgment and convictions. 18 Covey describes trust in terms of character and competence, and Snider defines trust as being professional and ethical. 19 However, it should be noted that some practitioners choose to split one of the two key functions of trust. Such is the case with Rocke, he separates predictability from competence and lists it a separate function of trust.
For the purposes of this paper, the functions of trust will be described in terms of character and competence. These components of trust will provide a wider lens in which to survey dynamic relationships between senior military leaders and the American people, political leaders, and subordinates within the institutional military. "Character is a constant, necessary for trust in any circumstance, and competence is situational depending on what the circumstance requires." 20 For senior military leaders, both character and competence are the "most critical elements of command" where failure is not acceptable if trust is to be developed. 21 Character is necessary for trust in any circumstance; it is the bedrock value that governs a leader's behavior. 22 Elements of character include a person's integrity, motivation, and intent with people. 23 When most people think about integrity they relate it to honesty, but it is much more than that. It is also having courage to ethically act on one's beliefs, eliminating the gap between intent and behavior, and being more concerned about what is right instead of being right. 24 With respect to the military, acting in an ethical manner means to act in accordance with the rules or standards for right conduct and social norms of a profession such as the medical profession. 25 Ethical behavior is a categorical imperative for senior leaders if trust of the profession and in the profession is to exist. To promote trust, a leader's motives should be based on caring about the people they lead, the leaders they serve, and society as a whole. 26 The impact of intent on trust is dramatic. A leader's intentions are partially seen and unseen, and only become known by others through their behavior, and when those intentions are shared with others. They should make a conscious effort to ensure their behavior accurately reflects their true motives and agendas.
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Competence is situational; it invokes a leader's abilities that enables him "…to perform with excellence" -achieve results over time. 28 Competence is not defined in the strategic environment in terms of possessing the ability to perform an assigned task; it is defined in terms of matching the appropriate capability and skills of a senior military leader to perform a specific mission in order to achieve a desired result that the political leader (truster) defines. The bottom line concerning results; without results a leader does not have credibility (competence and character), and without credibility a leader loses the ability to establish and maintain trust.
Before moving on to discussing relationship dynamics, the final function of trustrisk -needs to be introduced. Risk is inherent in trust. Recalling an earlier discussion in this paper, there are two actors within a relationship, truster and trustee. The truster accepts the risk that the trustee may act in a manner that is self-serving, not successfully completing the task(s) he or she was entrusted to do, or not complying with the agreement he or she was trusted to fulfill. The acceptance of risk creates vulnerability for the truster, especially if the trustee proves not to be trustworthy. 29 How is risk mitigated? The truster employs risk mitigation by engaging the trustee with both the highest character and competence. 30 In other words, trustees with higher credibility present less risk to the truster. The trustee plays a pivotal role in relationships.
A trustee can be an individual (or organization) that holds or manages assets for the benefit of another (truster). Trustees should exercise obedience to the truster and make decisions based on due diligence that are in the best interest of the beneficiary (truster).
The trustee can and should also be held personally liable for his actions if the beneficiary deems there was a breach of trust. 31 Senior military leaders serve as trustees for the American people, civilians appointed over them, and their subordinates.
As trustees, senior military leaders are legally and morally obligated to make all trustrelated decisions with the truster's interests in mind.
Trust Relationships Dynamics
Now that this paper has established the importance of credibility (character and competence) and risk mitigation with respect to trust, and described the relationship in terms of interaction between actors (truster and trustee), it will shift attention to explaining the possible trust outcomes and principles underlying trust relationships with the American people, civilian leaders, and subordinate leaders within the armed forces.
The truster has the option to trust or not trust the trustee, while the trustee has proven to be trustworthy or not trustworthy. 32 The figure below depicts the four possible outcomes of trust in a relationship. has not proven to be trustworthy. Blind trust also occurs when a trustee has proven to be trustworthy in the past but the trustee chooses to act in an untrustworthy mannershirking his duties. Shirking takes place when a senior military leader attempts to persuade political leaders by manipulating or withholding information in an attempt to influence decisions and policies counter to the interests of the political leader (truster). 33 Shirking could lead to distrust or senior military leaders ultimately being fired.
Distrust occurs when the truster has doubt and feels increased risk that the trustee will not achieve a successful outcome, even though the trustee may have proven to be trustworthy in the past. The truster places risk mitigation measures such as monitoring or other constraints on the trustee up to a certain threshold. 34 Distrust does not have to be negative. It can be beneficial if it leads to rigorous and critical thought in support of truster interests. 35 However, beyond a certain threshold, constraints become excessive and destroy trust. Civilian leaders may delegate the authority to execute a particular mission to a senior military leader. Since the civilian leaders' overall responsibility does not end with the delegation of authority, they will most likely put monitoring or some other progress checking measure in place to check progress. If the civilian leader feels the military strategy is not meeting national policy objectives, he could put more restrictive measures in place. These controls would in essence undo the authority delegated to the senior military leader.
Characterized by competition, low productivity and (truster) control, no trust occurs when increased levels of constraints or monitoring placed on the trustee becomes counterproductive causing the trustee to spend an excessive amount of time providing feedback instead of accomplishing his assigned task. No relationship exists between the truster and trustee in no trust relationships -the truster exerts control and the trustee typically retires, resigns, or is fired.
The most productive relationships exist in trust relationships. These relationships are characterized by increased partnering and collaboration and minimal risk. This creates a virtuous cycle where the truster readily delegates authority to the trustee.
Covey refers to this trust in relationships as the "sweet spot" or "smart trust" where huge dividends are created. 36 The ability to build relationships based on trust is an important strategic leadership competency (knowledge, skills, attributes, and ability), and facilitates the evaluation of three trust relationships with the American people, civilian leaders, and junior leaders critical to the military profession. 37 Relationship With The American People
Trust plays an integral role in American society, and some believe that America has experienced a decline in trust due to corruption or perceived corruption in national government and financial institutions. 38 The support the military currently enjoys from the American people is extremely important. When senior military leaders as well all other members of the profession take the oath of service, the oath is to the Constitution.
And it is in the Constitution that we find the military in a relationship subordinate to our civil authorities who, incidentally, are elected by the American people. So ultimately, it is the American people who are our clients and to whom we are subservient. To truly be professionals and discharge our duty to serve the American people, we must develop a relationship of trust with them. Because a large sector of the American public develops its opinions of the military from the media, the media plays an important role in shaping the military's relationship with the American people. 43 Senior military leaders should not wait for major accomplishments or failures to engage the media, and thus the American people -the military's trustworthiness with the public and autonomy are at stake 44 . Society grants legitimacy and autonomy to the military as members of a profession. 45 To help build trust between the military and the public, senior military leaders should communicate the military's contributions to society, and the importance of the military having a good relationship with society. 46 The professionalism and contributions of the military are not only essential for building trust with the American people, but also serve to counteract suspicion and cynicism in some areas of society. Conveying professionalism and contribution also inspires the support of and patriotism in others.
Relationship with Civilian Leaders
Senior military leaders must do everything possible to establish the foundation for trust in their relationships with civilian leaders. 47 Consistent behavior underpins the ability to build trust relationships. 48 Table 1 Bismarck wrote that Moltke was a completely rare human being, who methodically -'ein Mann der systematischen Pflichterfϋllung' -fulfilled his duties, a man of singular, original nature, always dependable, with a cool heart and very restrained personality. McKiernan, an armor officer who more than competently led conventional U.S. However, publicly airing differences damages the civil-military trust relationship and serves to undermine the civilian control of the military. Suffice it to say, character is an imperative for a senior military leader, and it is vital to building trust relationships. the Constitution and serve in the armed forces. 84 No greater words have ever been spoken as a testimony that those entrusted to do their master's bidding performed honorably in the service of the American people, their civilian masters, and the service men and women they lead. The final recommendation of this paper is to identify
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